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We are facing a human crisis unlike any we 
have experienced, and our social fabric 

and cohesion is under stress.  

UN Deputy Secretary General Amina J. Mohammed
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Never miss the opportunity of a crisis.   

Unknown



Participant Reflection  

How have you been able to incorporate near/long-term 
planning with so much uncertainty?  

How confident are you in developing new three-year 
LCAP goals that will guide your organization’s 

continuous growth and innovation?



School Leader Reflection

What motivated you to jump into strategic 
planning this past summer?
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Session Outcomes 

• Leaders will be provided a guiding framework to reflect on the past year, 
revaluate vision for the future, and begin to identify near and long-term 
changes.  

• Leaders will gain resources and guidance to engage staff and community 
in strategic planning exercises to support meaningful LCAP goals. 

• Leaders will understand the benefits of planning alongside other leaders 
and will receive recommendations on how to develop cohort models. 
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We’re working toward the day  
when everyone arrives at Friday fulfilled. 

That’s what Friday is all about.

Excited  
about what they  

learned.

Proud 
of what they  

accomplished. 

Connected 
to the people  
around them.
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Executive Director, Francophone 
— KENNEDY HILARIO

 Strategic Planning  Team
Key players in a K-12 strategic planning process include strategists and facilitators, veteran school leaders, and experts in finance, data, 
instruction, and compliance: 
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Partner, Friday 
— ANNIE CRANGLE

Executive Director, San Carlos 
— JENNIFER PELLEGRINE 

Educational Support 
Services Manager, EdTec 

— JENNIFER REYES
Sr Manager, Assessment 
and Data Analysis, EdTec

— ANNICE WEINSTEIN 

Our K-12 Partners:
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The 4-Question Framework 

Q1: 
What opportunities  
and challenges do we face?

Q2: 
How will we 
adapt? 

Q3: 
What’s our plan  
for making it happen?

Q4: 
How will we 
communicate effectively?

Clear understanding of the most 
pressing challenges and risks to your 
organization given the current climate 
and anticipated trends 

A deeper sense of how each stakeholder 
is currently experiencing the organization 
and how that will change in the future  

Revamped Theory of Change  

Collective focus on short-term and 
long-term opportunities for critical 
organizational shifts (e.g.,changes, 
improvements, and innovation ideas) 

Three-year goal framework 
and supporting strategies 

Realistic and financially 
viable one—year action plan  

Compelling story to share 
with internal team and 
external stakeholders to 
garner support and build 
community 
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Week by Week 
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Q1: 
What opportunities  
and challenges do we face?

Q2: 
How will we adapt?

Q3: 
How will we adapt?

Q4: 
How will we communicate 
effectively?

• Week 1:  
PEST + SWOT + Insights  
at the Intersection  

• Week 2:  
User Journeys 

• Week 3:  
Instructional Shifts  

• Week 4:  
Operational & Finance  
Shifts

• Week 5:  
Now, Near, Next  

• Week 6:  
Strategic Plan Framework  
& LCAP Goals 

• Week 7:  
Year 1 Action Plan 

• Week 8:  
Stakeholder Mapping + 
Communications Strategy  



External + Internal Analysis

— STRATEGIC PRIORITIES 
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X FACTOR:   a variable in a given situation that could 
have the most significant impact on the outcome.  

In a time of uncertainty and volatility, we need a tool to systematically organize and prioritize 
changes and trends that will have the biggest impact on our organization 
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What is a PEST Analysis? 

• Summary of opportunities and threats due to Political, Economic, Social,  
and Technological forces  

• An overview of outside factors you can’t control 

• A strategic business tool used by organizations to discover, evaluate, organize, 
and track external factors which will have an impact now and in the future 

• Informs strategic planning processes
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External Analysis: PEST Framework 
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POLITICAL:  

Political or politically motivated factors that could 
impact the organization. 

Examples: government policy and legislation, charter school 
authorization, funding grants, school boards

SOCIAL:  

Social attitudes, behaviors, and trends that impact 
your organization and stakeholders. 

Examples: beliefs and attitutes, health, immigration, family 
structure, lifestyle trends

ECONOMIC:  

Overall economic forces that could impact your 
success. 

Examples: unemployment rate, disposable income, labor 
trends, benefit adjustments

TECHNOLOGICAL:  

Technology that can affect the way you make, 
distribute, and market your products and services. 

Examples: infrastructure, emerging technology, consumer 
access to technology, online learning facilitation
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POLITICAL:  

• What government policies or political groups could 
be beneficial or detrimental to our success? 

• Is the political environment stable or likely  
to change?

SOCIAL:  

• How do our stakeholders’ beliefs and values 
influence their habits? 

• How do cultural trends and human behaviors 
play a role in our work?

ECONOMIC:  

• What economic factors will affect us moving forward? 

• How does the performance of the economy affect  
us at the moment? 

• How are our revenues and cost impacted by each 
economic factor?

TECHNOLOGICAL:  

• What role does technology play in our work? 

• What technological advancements and innovations 
are available or on the horizon? 

• How will this technology impact our operations?

External Analysis: PEST Framework 
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STRENGTHS:  

• What are our organization’s current strengths 
in our ability to respond to these changes?  

• How are we well equipped?  
What can we leverage?

OPPORTUNITIES:  

• How are we uniquely positioned to capitalize 
on opportunities? 

• What should we prioritize?

WEAKNESSES:  

• What are our organization’s weaknesses 
in our ability to respond to these factors?  

• Where are the gaps? Where are our  
blind spots? 

THREATS:  

• Which of these changes (or anticipated 
changes) are most urgent and important 
for us to address? 

• How might we mitigate threats? 

Internal Analysis: SWOT Framework 



PEST

What additional factors should be 
added that are unique to your 
school’s community and context?  

• Political 
• Economic 
• Social 
• Technological

SWOT

How is your organization equipped 
to respond to these changes 
(S&W)? How are we positioned to 
capitalize on opportunities (O)? 
How can we mitigate threats (T)? 

• Strengths  
• Weaknesses 
• Opportunities 
• Threats

KEY INSIGHTS

Based on the PEST & SWOT 
exercise, what do you see as 
emerging top priorities for your 
organization?  

• Strategic Priorities 

Put it Together:  Strategic Priorities 



User Journeys

— STAKEHOLDER EXPERIENCE
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What was a typical day-in-the-life of your students, 
staff, and families this past year?  

What would you have done differently?  

Were there any unexpected benefits?  

What worries you going forward? 
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User Journeys Defined 

• Systematically think through the key moments for your customer as they experience your solution or 
interact with your product or service:   
Ex: How your customer first becomes aware of your solution, what their first interaction and engagement is like, and how the 
solution might ultimately impact their life. 

• Help us synthesize what we learn from interviews and observations 

• A way to develop more empathy with—and gain new insights about—your customers 

• Can help uncover innovation opportunities 

      ideou.com/blogs/inspiration
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http://www.ideou.com/blogs/inspiration
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How To Map a User Journey 

• Step 1:  Pick a stakeholder 

• Step 2:  Describe a process you want to map (e.g. student day at school in a fixed stable cohort model)   

• Step 3:  Write down the key steps of that process 

1. Riding the bus to school 

2. Entering the building  

3. Classroom instruction  

4. Transitions  

• Step 4:  Anticipate emotions and pain points; begin to map solutions 
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5. Recess and play periods  

6. Lunch  

7. End of the school day 
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User Journey
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Petition + LCAP + Dashboard

— COMPLIANCE THROUGHLINE
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Connecting to the Petition, LCAP & Dashboard
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Data-Driven Decisions

1. Reflect on an LCAP/charter goal 

2. What actions/services/programs have you implemented to reach that goal? 

3. Look at outcome data over time 

a. Riding the Have the actions implemented been successful towards reaching the goal? 

b. Were they a good use of funds? 

c. If the funds were targeted towards a specific group of students, did that student group see gains?  

4. When circumstances change, plans are adaptable. 

a. The LCAP Annual Update allows for updates and analysis 

• Informed by data & stakeholder input 

• Used to create the next year's plan
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The Throughline in LCAP Planning

Example: 

Goal: Our students will feel our school is a safe and supportive learning environment that promotes strong 
adult relationships and a sense of belonging, especially for our low-income and foster youth.
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— GOALS, MEASURABLE OUTCOMES, & ACTIONS SHOULD CONNECT

MEASURABLE OUTCOMES: 

• Riding Student climate survey: % of students who 
feel safe and strong sense of belonging 

• Attendance rate: by student group (specifically 
low-income/foster youth) 

• Suspension rate: by student group (specifically 
low-income/foster youth) 

• Student engagement tracking: % well-engaged 

• Wellness check-ins with teachers: % indicating 
positive well-being

ACTIONS: 

• Class Meeting/Advisory 

• Mentors for all students in grades 10-12 

• Professional Development on SEL 

• Restorative Practice structure 

• Tiered Supports

EXPENDITURES: 

• Shows how budget is aligned 
in support of goals/outcomes 

• Highlights use of 
supplemental/concentration 
funds
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Changes to Operations & Financial Planning

1. What do we need now that we’ve never needed before?  

2. What did we always need that we don’t need anymore?  

3. How can we leverage existing resources in new ways? 

CHANGES AND LESSONS LEARNED FROM THE PANDEMIC: 

• Parent and Family Engagement: Higher level of parent engagement because schools decisions have 
more immediate impact on their lives; benefits of virtual meetings 

• Student Needs: Better understanding of student needs, circumstances, and barriers to success 

• Technology: Value and limitations of technology to support learning, for students and staff 

• Importance of In-Person Instruction and Direct Contact with School Personnel 

• Learning Loss and Inequities: In addition to learning loss, achievement gaps have been exacerbated 
by school closures and will need to be addressed
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These changes will now be written into our next LCAP as applicable
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About EdTec

EdTec is a social enterprise 
committed to improving public 
education by supporting  
charter schools with  
business, operations,  
and performance services. 

We are motivated by our vision to have 
the greatest positive impact on the quality 
of public education, as evidenced by our 
successful long-term partnerships with 
charter schools across the country. 

27

95% CLIENT 
RETENTION RATE

CHARTER FOCUS 
SINCE 2001

NETWORK OF 300+ 
PARTNER SCHOOLS



Cohort Model 

— PLANNING TOGETHER
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Planning Together 

• Community, collaboration,  
and camaraderie  

• New ideas & inspiration 

• Feedback and validation from school 
leaders facing similar challenges
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“We’re too isolated; we like our local control, 
but we’re duplicating our work.” 

“It’s really important to have someone review, 
critique, and help you push deeper into the 
development of your goals and strategies. If you 
don’t do it justice, a general goal or a strategy 
means nothing.”
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One week at a time.
Our approach to strategic planning unfolds across 8 week-long virtual 
modules. Here’s what you can expect each week: 

• Monday: Virtual Cohort Coaching 
A 90-minute group coaching session where we emphasize the 
knowledge, skills, and frameworks you’ll need for the week. 

• Tuesday: Begin Executing on the Work 
Time for your team to execute on the work, with support from our 
team, including one-on-one coaching and weekly “Office Hours” 
featuring guest experts 

• Wednesday: Midweek Motivation 
Messages from our team including tips, resources, and humor 

• Thursday-Friday: Learning & Reflection 
Reflection and integration of lessons learned from the week.

Individualized Support Throughout

Kickoff: 1 hour individual check-in with each school 
team to ensure a successful start to the process  

Mid-point: 1.5 hour individual check-in with each 
school team to provide specific feedback on 
completed work and guidance on next steps  

Wrap-up: 1 hour individual check-in with each school 
team to review final strategic planning documents 
and advise on implementation  
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Individualized Support Throughout

Kickoff: 1 hour individual check-in with each school 
team to ensure a successful start to the process  

Mid-point: 1.5 hour individual check-in with each 
school team to provide specific feedback on 
completed work and guidance on next steps  

Wrap-up: 1 hour individual check-in with each school 
team to review final strategic planning documents 
and advise on implementation  
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8 STEPS TO CREATING A STRATEGIC-PLANNING COHORT 

How do you form a cohort?   

1. Identify colleagues who share common challenges  

2. Determine a facilitator (internal or third-party); areas of 
expertise include strategic planning, program design, and 
facilitation 

3. Map overall timeline (e.g. 8 weeks or 6 months), select the 
right cadence for cohort-based work (e.g. weekly or 
monthly), and develop a schedule  

4. Facilitate a 90-minute work session once per week OR a 
half-day session once per month focused on one aspect of 
strategic planning, emphasizing the knowledge, skills, and 
frameworks needed to complete the work individually  

5. Pick a communication tool (e.g. Slack) where colleagues 
can share news, resources, and feedback and a shared 
collaboration space (e.g. Google Drive) to upload all 
resources and review one another’s work 

6. Identify guest experts who are willing to facilitate “Office 
Hours” for additional, individualized support  

7. Send weekly or bi-weekly emails with tips, resources, and 
humor and/or organize bi-weekly Happy Hours (virtual or 
in-person) to connect and build relationships 

8. Create space to share key takeaways from completing 
exercises and give shout-outs to peers for big wins



Closing 

— Q & A



friday.us

Annie Crangle  |  Partner, Friday  |  annie@friday.us 

Jennifer Reyes, Ed. D |  Educational Support Services Manager, EdTec 
Jennifer.Reyes@edtec.com

Jennifer Pellegrine |  Executive Director, San Carlos Charter School   |  jpellegrine@scclc.net 

Kennedy Hilario |  Executive Director, Francophone Academy  |  kennedy@francophoneschool.org 

Annice Weinstein |  Senior Manager, Assessment Data and Analysis, EdTec 
annice@edtec.om

Thank You! 
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